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LEROY D. BACA, SHER'FF

February 22,2011

The Honorable Board of Supervisors
County of Los Angeles
383 Kenneth Hahn Hall of Administration
Los Angeles, California 90012

Dear Supervisors:

SHERIFF'S DEPARTMENT OVERTIME REPORT BACK

This correspondence is in response to your Board's March 16, 2010, request for a
bi-weekly status report on the Los Angeles County Sheriffs Departmenfs (Department)
overtime curtailment efforts and its impact on Department operations.

The Departmenfs overtime expenditures for the period, from December 16,2010,
through December 31,2010, totaled $1.9 million. Seventy-nine percent of this
expenditure is reimbursable through contracts, grants, or other revenue sources.
Factoring out the reimbursable hours reduces the Departmenfs actual monetary
expenditure for overtime to $394,938.

Overtime expenditures for the period, from January 1,2011, through January 15, 2011,
totaled $2.5 million. Seventy-three percent of this expenditure is reimbursable through
contracts, grants, or other revenue sources. Factoring out the reimbursable hours
reduces the actual monetary expenditure for overtime to $683,521.

The Department remains committed to cutting $128 million from our budget within a 16-
month period through June 2011. One of the most effective strategies utilized to reach
this goal continues to be the Cadre of Administrative Reserve Personnel (CARP)
program. The employees who comprise the CARP program are assigned to the
majority of the Departmenfs administrative, investigative, and training units. To fulfill
their CARP obligations, these employees complete their regular duties 32 hours per
week, and use the remaining 8 hours of their work week to fill line positions requiring
mandatory staffing. In January 2011, the CARP program filled 5,252 positions in lieu of
operating with a reduced line staff or expending overtime. This brings the total number
of CARP shifts worked between March 1 and January 31,2011, to 32,817.
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Although the use of the CARP program has been very effective in reducing overtime
expenditures; the loss of 8 hours of investigative, supervisory, or administrative work
per week per CARP participant has had detrimental effects on the Departmenfs
operational efficiency. Reported examples of the mounting operational impacts
experienced due to overtime reduction measures during January 2011, include:

• All divisions report a decrease in staff supervision as supervisors CARP into
lower level positions and supervisor vacancies are left unfilled.

• All divisions report delays in the implementation of new projects due to the
difficultly in scheduling project meetings as a result of their participation in the
CARP program. For example, a training class for 48 potential users of the Timei
time management system was postponed because the course instructors were
required to complete time entries for vacant timekeeping positions in lieu of
paying overtime.

• Technical Services Division reports delays to their Communication Rapid
Response Vehicle project because staff was unavailable to move vehicles
between Department facilities and the vendor.

• The Mental Evaluation Team (MET) assists patrol deputies with contacts
involving the mentally ill or gravely disabled persons, and those who have
attempted to commit suicide. The MET assists during contact with these
individuals, and also arranges for placement or transports the individuals to
appropriate mental health facilities. Homeland Security Division reports 15
requests for the MET went unanswered in January because team members were
fulfilling their CARP requirements and/or vacancies went unfilled due to a lack of
overtime.

• Custody Operations Division (Custody) reports that prior to its budget reduction
efforts, male misdemeanor offenders were serving approximately 80 percent of
their jail sentences. To achieve the required budgetary and staffing curtailments,
Custody has closed 4,481 jail beds since January 2010. This resulted in a
reduction in the percentage of time served from 80 to 20 percent.

• Correctional Services Division reports an increased backlog of administrative
reports. The backlogs include 92 responses to requests from the American Civil
Liberties Union and 12 responses required by State and Federal courts.

• All Field Operations Regions report an increase in the number of open cases
assigned to station detective bureaus. Station investigators are fulfilling their
CARP obligations and, as a result, have less time available to investigate and



The Honorable Board of Supervisors -3- February 22, 2011

close cases. The number of open cases assigned to station detective bureaus
stood at 6,055 on February 28, 2010. That number grew to 11,285 by January
31,2011, an increase of 86 percent.

• All investigative units report a reduced level of continuity and efficiency of
investigations due to a lack of overtime. In the past, overtime was used to allow
detectives to follow leads as they were developed during an investigation. Since
the curtailment of overtime, many investigative activities have been postponed
until they could be completed within the investigator's 40-hour work week.

• Aero Bureau reports that during January 2011, 521 requests for air support from
patrol units went unanswered because overtime was not used to augment its
flight operations. The requests include: 1 arson, 36 assaults with a deadly
weapon, 19 requests by deputies for assistance or back-up, 17 requests for
checks of areas not visible from the ground, 1 battery, 134 burglaries, 1
carjacking, 2 civil actions, 40 disturbances, 1 suspected drunk driver, 2 forgeries,
42 persons with a gun, 2 persons with a knife, 2 instances of indecent exposure,
3 hit and run vehicle collisions, 7 missing persons, 14 prowlers, 66 robberies, 44
reports of shots fired, 1 rape, 20 spousal assaults, 31 stolen vehicles, 8 instances
of trespassing, 5 thefts, 2 reports of threats, 11 reports of vandalism, 3 hang-ups
on the 911 system, 1 report of a woman screaming, 1 mentally ill person, 1 foot
pursuit, and 3 vehicle pursuits.

The Department is making every effort to ensure public safety is not compromised as a
result of our overtime reduction measures. However, despite our best efforts we have
experienced a marked decrease in Departmental efficiency as we strive to fulfill our
budgetary obligations. Should you have any questions or require additional information,
please contact Division Director Victor Rampulla, Administrative Services Division, at
(323) 526-5357.

Sincerely,

~-&co-
LEROY D. BACA
SHERIFF
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LEROY D. BACA, SHERIFF

March 25, 2011

The Honorable Board of Supervisors
County of Los Angeles
383 Kenneth Hahn Hall of Administration
Los Angeles, California 90012

Dear Supervisors:

SHERIFF'S DEPARTMENT ONE YEAR REPORT OF IMPACTS
ASSOCIATED WITH CURRENT BUDGET CURTAILMENTS

I need your support in directing the Chief Executive Officer to not further cut the Los
Angeles County Sheriff's Department's (Department) budget beyond the current $128
million reduction of Fiscal Year (FY) 2010-11. As you know, in March 2010, I embarked
on an unprecedented 16-month effort to cut $128 million from the Department's budget
by June 2011. A budget curtailment of this magnitude has necessitated a major
realignment of personnel and resources to ensure completion of the Department's main
mission objectives.

I have worked cooperatively with your offices and the Chief Executive Office (CEO)
during this financial crisis and have accepted the reality that my Department has
endured more than 70 percent of the Countywide General Fund reduction in FY 2010-
11. I have met my financial commitments having realized every possible reduction in
our administrative and other support functions, Services and Supplies, Capital Assets,
and overtime, as well as having closed a jail. For these reasons, my Department simply
cannot absorb any additional cuts without significant further reductions in policing and
jail service levels that are vital to community safety.

Significant Human Resources Toll in Services and Administrative Support

Despite the best efforts of my staff, this realignment has eroded levels of service,
proactivity, responsiveness, and intergovernmental cooperation, which have exemplified
the Department during my tenure as Sheriff. In addition to the operational and public
safety impacts we have experienced as a result of the budget cuts (Attachment), there
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is also a human toll. The employees of the Department have shown tremendous
leadership and resilience during the past 12 months. As a result of the Cadre of
Administrative Reserve Personnel (CARP) program and other realignment measures,
my employees have willingly accepted weekly changes in their schedules, working
hours, work location, and duties. They have performed their CARP responsibilities with
enthusiasm and skill, while diligently attempting to maintain the high quality and quantity
of their primary roles. This cannot continue indefinitely. The burden of this realignment
is evident as Department members have become fatigued and frustrated by the
extraordinary conditions to which they have been subjected.

Proposed 2011-12 Curtailments

It had been my hope that some budgetary restoration could be made following our
agreed upon 16-month curtailment period. However, as the result of recent budget
discussions with the CEO, I have been requested to identify $52.2 million in net County
cost reductions for the upcoming budget year. This is impossible for me to do, having
already cut a sum larger than all other County Departments combined in the current
fiscal year.

Moreover, my Department must also continue to bear multiple structural shortfalls
related to unfunded bonuses, unfunded leaves of absence, unfunded positions, and
cost increases totaling $147 million annually. Subsequently, operations are adversely
impacted on a daily basis given that the Department must cover such shortfalls in net
County cost funding in order to balance its budget. Therefore, I am unable to curtail any
part of the recommended $52.2 million without directly impacting unincorporated patrol
and other main mission County services that will have a detrimental effect on our
community's safety. Further, there will be a loss of more deputy sheriff positions in
addition to the 500 positions lost in the prior two fiscal years.

It should be noted that even if the Department was funded at current year's levels
without further curtailments, we would be required to continue the nearly 1,400 weekly
CARP shifts that have hampered our investigative and other support functions. This
program saves approximately $3 million per month in overtime costs. We have
maximized the opportunities to CARP additional shifts to reduce overtime, leaving no
alternative but to reduce main mission services, if further budgetary curtailments are
imposed.

I fully realize that your Board and the CEO will be required to make some difficult
decisions in the next few months as to budgetary impacts facing the County. However,
it is imperative that you have available the most current information affecting this
Department prior to adoption of the final 2011-12 budget. Public safety must remain the
County's highest priority.
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I am committed to working with you to find an equitable solution to the County's
budgetary shortfalls, which does not put the safety of the citizens of Los Angeles County
at further risk. Should you have any questions or require additional information, please
contact me or Division Director Victor Rampulla, Administrative Services Division, at
(323) 526-5357.
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SHERIFF'S DEPARTMENT OVERTIME REDUCTION IMPACTS

Several key areas of Department operations have been critically impacted due to our
budget reduction efforts of the past 12 months:

• All investigators assigned to our station detective units are required to CARP.
They spend 20 percent of their work hours per week filling line positions, which
require mandatory staffing. This leaves them only 32 hours per week to
complete their primary investigative duties. As a result, the number of open
cases assigned to these investigators has risen by 81 percent.

• Many investigators have expressed extreme frustration over their inability to
conduct timely investigative follow-up. Search warrant operations have routinely
been postponed because CARP requirements restricted the number of personnel
available to form a search team. While investigators have shown tremendous
dedication and flexibility by adjusting their shift hours to avoid using overtime, this
has led to inconsistent staffing as their 40 working hours are expended before
the end of their work week; often resulting in a depleted workforce during times
when requests for service are at their peak.

One specific example of a lack of investigative continuity due to the
elimination of overtime funding was reported by the Department's
Homicide Bureau (Homicide). In February 2009, an armed kidnap and
robbery involving seven members of a criminal street gang occurred in the
West Hollywood area. The victim was kidnaped at gunpoint, transported to
South Los Angeles, and beaten and robbed of thousands of dollars in
cash and jewelry. Homicide became involved because the suspects were
also suspects in multiple high profile murders occurring over the past
several years. In February 2011, the case was filed and warrants were
issued for 4 of the 7 defendants, the other 3 were already in custody for
unrelated offenses. However, in an effort to reduce overtime,
investigators did not attempt to personally locate the remaining
defendants, and full-time surveillance was not an authorized due to budget
constraints. Only 'spot checks' by surveillance crews and informational
bulletins distributed to Los Angeles Police Department have been
completed. Consequently, none of the 4 defendants have been located,
and continue to pose a threat to the community. It is entirely likely that
they will learn of the existence of the warrants from those defendants who
are already in custody and will go into hiding to avoid capture.

• There have been severe impacts incurred by our patrol operations, especially the
loss of air support due to the grounding of helicopters in lieu of paying the air
crew overtime. More than 3,600 requests for air support went unanswered in the
past 12 months because overtime was not used to augment flight operations.
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It is difficult to provide an adequate picture of the enormity of this impact to
our patrol operations; however, the following is one common example:
On February 12, 2011, Compton Sheriff's Station requested air support to
assist with the vehicle pursuit of a suspect who utilized a deadly weapon
to assault deputies. An air unit was not available due to budget
constraints. After a five minute pursuit, the suspect's vehicle collided into
a patrol vehicle. Fortunately, the suspect was apprehended after a brief
foot pursuit and subsequent struggle. The availability of an air unit would
have afforded the Watch Commander the capability of utilizing aerial
surveillance in lieu of direct vehicle pursuit, and thus possibly preventing
the damage to the patrol vehicle and subsequent use of force.

• Custody Operations Division (Custody) has been severely impacted by the
Department's budget cuts. Prior to our budget reduction efforts, male
misdemeanor offenders were serving approximately 80 percent of their jail
sentences. To achieve the required budgetary and staffing curtailments, Custody
has closed 4,481 jail beds since January 2010. This resulted in a reduction in
the percentage of time served from 80 to 20 percent.

• The Department's ability to analyze scientific evidence in a timely manner
continues to be hindered by the Department's budget reductions. Scientific
Services Bureau (SSB) reports a continuing backlog of narcotics cases awaiting
analysis. Due to the extensive training and certification required to perform
narcotics analysis, there are a limited number of criminalists who can complete
this function. In the past, SSB has relied on overtime to maintain the backlog.
The average backlog in 2009 was 256 cases awaiting analysis. On February 28,
2011, that backlog stood at 446 cases, a 74 percent increase.

• Scientific Services Bureau also reports a continuing backlog in fingerprint
analysis. In January 2010, SSB reported 413 cases where latent fingerprints
were awaiting entry into the Automated Fingerprint Index System (AFIS). As of
February 15, 2011, the backlog of cases awaiting entry into AFIS increased by
145 percent to 1,015. Once the AFIS computer analysis is completed and a
possible match is identified, the results must be compared by an analyst. The
number of cases awaiting assignment to an analyst had more than doubled since
January 2010, from 52 (36 of which were homicides) to 193 (108 of which were
homicides). Cases that had been assigned to an analyst for comparison and
were in progress increased from 51 to 67 cases. The delay in the analysis of
fingerprint evidence hampers the overall effectiveness of our investigations and
ultimately may allow some criminals to remain at large.

• Court Services Division (CSD) reports an increase in the backlog of work
processed by their sworn and civilian process servers due to increased demand
for services, CARP obligations, and the curtailment of overtime. The monthly
carryover count for unprocessed work in April 2010 was 11,430. That carryover
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count increased to 31,993 by the end of January 2011, an increase of 180
percent. CSD also reports an increase in the average number of days accrued
between the time they receive a request for process service and the first attempt
at service from 5 days to 10.

• The Department's administrative and support functions have also been severely
impacted. The backlog of data entry critical to track crime trends and identify
possible patterns or suspects has grown by more than 425 percent over the past
12 months. A backlog of critical data entry identifying gang members and their
associates has increased to more than 3,200 records. The backlog of overdue
responses to service comments made by citizens now stands at 434, an increase
of more than 50 percent.
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The Honorable Board of Supervisors 
County of Los Angeles 
383 Kenneth Hahn Hall of Administration 
Los Angeles, California 90012 

Dear Supervisors: 

SHERIFF'S DEPARTMENT OVERTIME REPORT BACK 

This correspondence is in response to your Board's March 16, 2010, request for a 
bi-weekly status report on the Los Angeles County Sheriff's Department's (Department) 
overtime curtailment efforts and its impact on Department operations. This report 
reflects the impact on our service levels for the two-month period of April1, 2012, 
through May 31, 2012, and how the continued budgetary curtailments erode the 
Department's public safety mission. 

In March 2010, the Department began its 16-month effort to cut $128 million from our 
budget through Fiscal Year (FY) 2010-11. The Department is continuing that effort for 
the current FY 2011-12. Through the use of the Cadre of Administrative Reserve 
Personnel (CARP) program, the practice of using overtime funds to fill vacancies has 
been virtually eliminated. The CARP program entails reassigning the majority of the 
Department's sworn administrative, investigative, and training staff to line positions, 
which require mandatory staffing for 20 percent of their work week. This leaves CARP 
members only 32 hours per week to complete their primary duties. 

The Department's overtime expenditures for the two-month period of April 1, 2012, 
through May 31, 2012, was $20,393,883. Seventy-seven percent of this expenditure is 
reimbursable through contracts, grants, or other revenue sources. Factoring out the 
reimbursable hours reduces the Department's actual expenditure for overtime to 
$4,689,906. During this two-month reporting period, CARP personnel filled 12,620 
positions in lieu of operating with reduced line staff or expending overtime. 
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The Department met its commitment to cut $128 million from our budget within the 
16-month period through June 2011. The CARP program has been the most effective 
strategy to achieve this goal. This brings the total number of CARP shifts worked 
between March 2010 and May 31,2012, to 121,343. 

Although the use of the CARP program has been effective in reducing overtime 
expenditures, the loss of eight hours of investigative, supervisory, or administrative work 
per week per CARP participant has had detrimental effects on the Department's 
operational efficiency. Reported examples of the mounting operational impacts 
experienced due to CARP and overtime reduction measures during this reporting period 
include: 

• All divisions continue to report delays and an inability to perform their daily duties 
due to participating in the CARP program. All divisions report a decrease in staff 
supervision as supervisors CARP into lower level positions and supervisor 
vacancies are left unfilled. 

• Technical Services Division is experiencing a continued significant reduction in 
productivity. Communications and Fleet Management Bureau reports that the 
Advanced Surveillance and Protection and the Mobile Digital Computer project has 
slowed significantly and they are experiencing one to two days of work lost per week 
due to CARPing. This is critical because the current Mobile Digital Terminals can no 
longer be repaired or replaced. Scientific Services Bureau reports a continual 
monthly increase in backlog in the Automated Fingerprint Index System, controlled 
substance testing, chemical processing, latent print comparison, and homicide 
comparison cases. Due to the unavailability of overtime to cover behind staffing 
shortages, Records and Identification Bureau (RIB) reports a continual increase in 
their inability to complete background checks sought by law enforcement agencies 
from around the nation, review booking jackets, seal court ordered arrest records, 
and complete quality assurance checks for imaged records. RIB will cancel its 
participation in the annual command inspection due to personnel shortages, lack of 
personnel experience, and resource reallocation. Quality assurance audits have 
been delayed for days at a time or indefinitely. 

• Leadership and Training Division, including the Civil Litigation Unit (CLU), the 
Discovery Unit, and Field Operations Support Services (FOSS), report delays and 
the postponements of projects, tasks, and day-to-day duties. The CLU personnel 
are CARPing on a weekly basis, which is causing risk management issues, including 
the inability to gather documents and discovery in regards to high media profile 
lawsuits, processing of investigative reports, prepare and attend mediations, review 
new lawsuits, and follow-up on outstanding claims. FOSS was unable to research 
several proposed policy changes and training revisions, and was also delayed in 
reviewing inspection reports for several units. Bureau of Labor Relations and 
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Compliance (BLRC) reports delays in providing information to bargaining units, 
delays in assisting unit commanders regarding coveted position selections, and 
internal delays in processing significant equity policy violation cases. BLRC was 
also unable to produce reports for the Grand Jury as requested. Traffic Services 
Detail reports delays in the investigation of fatal traffic collisions and a delay in 
gathering discovery to assist County Counsel with 60 active lawsuits. Risk 
Management Bureau reports delays in reviewing and producing numerous risk 
management related reports and policy revisions. 

• Homeland Security Division reports detectives from Transit Services Bureau have 
been delayed in conducting follow-up on criminal cases. Special Enforcement 
Bureau, Emergency Services Detail (paramedic trained deputies) was unable to 
provide immediate on-site emergency medical care to Special Enforcement Detail 
deputies who were handling a barricaded suspect incident. County Services Bureau 
has experienced delays in the assignment and the investigation of active criminal 
cases, and in the completion of required administrative work due to CARPing efforts 
of the unit commander, supervisors, and detectives. They have also experienced 
delays in the mandatory supervisory review of active criminal investigations. The 
remaining units are reporting delays in processing required reports and in 
completing force investigations. 

• Court Services Division (CSD) reports a continued increase in workload for 
professional staff due to staffing vacancies and the inability to use overtime. The 
backlog of requests for service of levies and eviction cases continue to increase 
significantly. CSD reports an increase in the number of unprocessed collections 
resulting in $336,384 of unrealized revenue. CARPing requirements and the inability 
to use overtime have caused delays in keeping up with the demand in requested 
services. At the Civil Management Unit, CARP requirements for sworn personnel, 
coupled with the inability to use overtime to handle the backlog of work assigned to 
the professional staff has significantly increased. The monthly average of process 
served by sworn personnel has decreased in activity by 11 .2 percent. Due to 
CARPing requirements and the inability to use overtime to keep up with the 
increasing demand of requested services, the average number of days to the first 
attempt at service from all process has gone up from 9 to 12 days. On average, the 
first attempt at service for Temporary Restraining Orders has increased from 3 to 5.6 
days. 

• Custody Division reports thousands of administrative and public safety hours have 
been lost due to CARPing of personnel. Overtime reduction efforts have decreased 
staffing and caused delays in the movement of inmates to State mandated 
recreation, medical appointments, inmate educational programs, court line, and the 
release line. Fewer available personnel has also resulted in less contraband 
searches of inmate housing areas, as well as delays in the processing of potential 
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candidates for electronic release, the MERIT program and other education based 
incarceration alternatives. The unavailability of overtime to staff inmate attorney 
rooms has delayed attorney visits. Administrative work such as evaluations, 
mandated inspection reports, and the processing of ACLU inquiries have also been 
delayed. In-service training hours for sworn and civilian personnel has decreased. 
Medical Services Bureau reports delays in responding to inmate medical complaints 
and in transferring inmates to State prison. The Inmate Reception Center (IRC) 
reports staffing shortages have caused delays in the release of female inmates, 
investigations into the suspected over detention of inmates, and the unscheduled 
closure of IRC at times for "over the counter" booking from outside agencies. Inmate 
Services Bureau reports delays in processing inmate requests for enrollment in 
various educational programs and the recruitment of inmates for these programs. 
The Jail Investigations Unit reports delays in responding to inmate incidents, 
impacting the quality of their criminal investigations. 

• Field Operations Regions are continuing to report extended response times to calls 
for service. Patrol units and field supervisor positions are left unfilled due to 
overtime unavailability and supervisors being CARPed into non-supervisory line 
positions. Station detectives have lost hundreds of investigative hours due to 
CARPing and parole compliance operations have been reduced. Data entry into 
various systems has been delayed due to the unavailability of overtime, impacting 
the timeliness and effectiveness of Department crime analysis. The Gang 
Enforcement Team reports a loss of patrol, investigative, and problem solving time 
due to CARPing commitments, as does the Community Oriented Policing Services 
Bureau and station Youth Athletic Leagues. 

• Detective Division reports hundreds of investigative hours lost due to the CARPing 
of investigators and supervisors. Follow-up on leads of active criminal cases, 
including homicide investigations, were postponed due to the curtailment of overtime 
and the investigators inability to complete them in a 32-hour work week. Due to lost 
investigative hours, there is a continued reduced level of continuity and efficiency of 
investigations. 

The Department is making every effort to ensure public safety is not compromised as a 
result of our overtime reduction measures. However, despite our best efforts, we have 
experienced a noticeable decrease in Departmental efficiency as we strive to fulfill our 
budgetary obligations. Due to ongoing budgetary curtailments, CARPing will be 
required to remain in effect during FY 2011-12, with the expectation that there will be 
continued serious impacts on investigations, training, risk management, and 
administrative operations. CARPing was intended to be a temporary measure to meet 
budgetary curtailments over a 16-month period. Department personnel have embraced 
the reason for CARPing and have collaboratively made the program a success. 
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However, it has taken a significant human toll on Department personnel, as well as the 
erosion of public safety. 

Despite the negative impact the CARP program has had on the Department, we will 
continue our CARP effort into FY 2012-13, until such time as we receive adequate 
funding to meet all of our public safety requirements. It must be the highest priority of 
your Board to restore critical funding to my Department's budget and eliminate the 
necessity to continue the CARP program into the next fiscal year. 

As always, I look forward to working with your respective offices in a collaborative 
manner during this period of continued budgetary uncertainty. Should you have any 
questions or require additional information, please contact Division Director Victor 
Rampulla, Administrative Services Division, at (323) 526-5357. 

Sincerely, 

L ROY D. BACA 
HERIFF 
























